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e 4 cannot accomplzsh the Navy’s mission to clean i up our bases without working closely
\”,, V 5 with the Environmental Protection Agency, the States, and the individual communities.
a Partnering is the process to bring us together; teamwork is the result. Because éach member
N brings-a commitment to the table, purtnermg has to be relatively formal to mcrease the
<

chances of success. Ultzmately we want partnermg to be the preferred method for everythmg
I ) the Navy does.” .
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ARAR—Applicable or Relevant

and Appropriate Requirements

BEC—BRAC environmental coordi-
nator .

BRA—baselme nsk assessment

- 'BRAC—Base Reallgnment and
Closure ~

- \CEQ—Chief Executive Officer

CERCLA—Comprehensive Envi-
ronmental Response, Compensa-
_tion, and Liability - - -

CERLCIS—Comprehenswe Env1—

* ronmental Response, Compensa-
. tion, and Liability Information
) System

CLEAN—Comprehenswe Long—

Term Env1ronmental Action,
NAVX g

CO—C/ornmand'mg_‘Offi\cerM .

COE—Army Corps of Engineers

DERA—Defense Environmental
Restoratlon Account -

DOD—Department of Defense
DOE—“Department of Energy
DSERTS—Defense Site Environmental

—
List of Acronyms

EPA—Erivironmental Protection
Agency

EPA HQ—Environmental Protection

. Agency headquarters ™

ESC-—Engineering Service Center

'FDEP—Florida Department of
Environmental Protection

FFAs—Federal Facility Agreements '

H & S—health and safety
IDW—investigation derived waste
IR—installation restoration
LANTDIV—Atlantic Division
MCAS—Marine Corps Air Station

‘MI—management information

MIS—management information
system

NAVFAC—Naval Facilities
Engineering Command

NAVFAC HQ—Naval Facilities
Engineering Command Head-
quarters

NCP—National Contingency Plan

NFESC-—Naval Facilities Engineer-
ing Service Center

\

PIP—Partnering Implementatien :
»Plan

PM—project manager
PMA—positive mental attitude
POC—pomt of contact

- QA/ QC—quahty assurance/

quality control y o

QITs—quality imp"rbvement teams

‘ RA—remedxa.l actlon ’

RAB—Restoratlon Adv1sory Board

RCRA—Resource Conseryatlon

.~ and Recovery Act, as amended *

AR

RCRIS—Resource Conservational
Recovery Information System

. RD—remedial design

RECs—regional environmental
coordinators |

RFA—RCRA facility assessment '

RI/FS—remedial investigation/
feasibility study

ROD—record of decision ,

RPMs—remedial pro]ect managers

RTQM———remed1a1 technical quahty
management Sy

NFRAP—no further response action  gop__gtandard operating procedure
planned ‘ '

SOUTHDIV—Southern Division-
NPL—National Priorities List <

\ SOUTHWESTDIV—Southwest
D1v1s1on ~

TBC—to be considered
TQL—Total Quality Leadership
TQM—Total Quality Management-

c  Restoration Tracking System
DSMOA%—Defense State Memoran-
7+ dum of Agreement
) DSN/—Defense»SwiéChed Network
DUSD(ES)——Deputy Under Secretary
> of Defense for Environmental &
Tl Security PCR—pollution control report
EFD—engineering field division

O&M—operations and maintenance 7

PA/ SI——prehmmary assessment /
site investigation *

L~
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What Is Partnering? mental projects and.initiatives at nermg use fromsite focus to pro- .. - |
significant time and‘dollar savmgs ’ gram focus, working. w1\t/h there~ > - —

Partnering is a process that brings

key players in a project together to Total Quality Management KL r glonal Environmental Protection

(TQM), known as Total Quiality $o sAgenc:y (EPA) office and S Stateof - _° ;

:;10;1;:;2;::;; '(I:er{l);(t);e\s‘svﬁriiites Leadership (TQL) in the. Depart— Callfomla EPA staffs a3 s
the team members (known in part- ment of the Navy, is a great founda- In fall 1992, Atlantlc Division, - - -
nering as stakeholders) communi- tion for partnenrrg, Orgamlz:atl%ons‘ A Naval Facilities Engineering Com:
cate with one another and work changing their management style ' mand (LANTDIV)“lanorfolk VA,
together to achieve common goals. to reﬂect TQOM pr_mci/p]res canmore: decnded to use fac1lrtated partnermg
Positive leadership, customer focus, easily adapt to partnering because _ - techmques to 1mprove commumca- L
employee empowerment, and con- they have alreadybegun the team . tionover Naval Weapons Statlons‘ LA
tinuous process improvement are building required of parmenng ¢ Dahlgren and’ Yorktown, bothin -,
hallmarks of partnering. _ 7 P Vlrgmra and mast fecently named ﬂ, >
m{\ G to the National Priority List. Part:* ‘\
i i c  nering was used to develop'the’ ~ e
A History of Partnering IZlﬂr;enngflz a P;OC€55< : Federil Facility Agreemenfs (FFAs), v/ S
Partnering principles are at least that prin r. - S N
Z,T)Otgyeafs }())Id. 11119 the early 1980s, in at 1o, :?gcst tgy(zhae};et; J/ Aln sprmg 1995, Southem DlVlSlOl’l |
these principles were applied in proj 4 getnertos. - "“Naval Facilities Engineering Com-
the chemical industry to resolve work as a\temun' R mand (SOUTHDIV) in Charleston, \ .
. - < - SC\EI’A Reglon IV, and the Florlda - {
m—plan tproblems. In 1.9 87, t.he Con- . Pl , < —j \ Department of Envrronmental Pro—\
struction Indu‘stry.Instltute intro- S T tection (FDEP) signed an’ Env1ron- T~
duced pa.rtne.rmg into the private COE and NAVFAC are currently = rﬁental Restoration Partri erﬁshlp‘ R
consfructron 1r1dustry to reduce ex- using partnering for their: envrron{ - éha‘rtér\to achieve effective téam- , - ¥ N
pensive litigation al?d delays. The mental programs, Sor/rthwest e work for environmental restoratlon o
Army Corps of Engineers (COE) Division, Naval Fa)crlmes‘Engmeer; programs aFNa vy and M ar riné
adopted this idea to its construction ing Command (SOUTHWESTDIV), i Corps mstallahonSx S R
projects in the mid-1980s. By 1989, in San Diego, CA; mltlated the- first ~ T
the Naval Facilities Engineering environmental partnering sessions Wlth the support of the Office Of N
Command Headquarters (NAVFAC), with regulators at Marme Corps - ( Vthe Deputy A551stant Secretary,of the \é
in Alexandria, VA, had awarded Air Station (MCAS)in Yuma, Az, - Navy for Environment and Safety - ™. -
two large military construction After partnering was successfully, K partnenng is bemg applied at the L
contracts using partnering. Today, used at this site, aﬁoytherjbasef :\,¢ pl national level in brmgmg together -
NAVFAC uses partnering on more within the SOUTHWESTDIV - '\; ~the efforts of the Headquarters, EPA, oo
than 100 military construction con- region was selected to apply’the'" : Office of the Under Secretary of De’
tracts and in numerous environ- partnering principles.’ Eventually, o fense for Env1ronment and Secufity
SOUTHWESTDIV expanded part , (DUSD(ES)) the other equlvalent ~ Y
s \P\/\ S, y ' /)“\ti, ’
- - Grl e~ = [ > N
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‘representatives in mlhtary serv:ce

- and in the Department of. Energy

AL~

4(/ .
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* “this kind of fop management com-

(DOE) under the banner of the °
'EPA/DOE/Department of Defense
(DOD) Leadershlp Council. Itis -

mitment to partnering that will ef-

\, fectively move the Federal

p

‘ re\nable DOD to accomplish its mis-- )

s

Today, NAVFAC uses
~  partnering on more
than 100 military,
_construction contracts
and in numerous
environmental projects
and initiativesat .

- significant time and

dollar savings. o

-

Government's installation restora-
tion program toward more timely
and cost-effective cleanups. A tri-
service committee is working on a
partnering guide for DOD environ-
mental missions, which is expected
to be printed by December 1994.
The'DOD guide, with the backing
of the DUSIXES), will advocate the

" ‘use of formal partnering for all en-
. v1ronmental missions in DOD with

the commitment that this tool will

sions effectxve]y and efficiently. -
) LANTDIV has produced a part- ‘

, nering video entitled “American

Challenge: Build Bridges.” The
video is currently available from-
Naval Facilities Engineering Serv-
ices Center (NFESC). The purpose
of the video is to promote partner-
;mg, to champlon partnering, and to

J

e

N

NAVFAC Guide ~
to Partnering for
Environmental

Projects P

i

- show where partnering has made a

difference. The video contains vari-
ous interviews with environmental
partnering participants and partner-
ing champions both within DOD
and outside DOD. :

" Vision Statement-

Partnering will be used to execute
all of the Navy’s environmental

programs

-Mission. Statement

Env1ronmenta1 pro]ects that are
affordable and of superior quality
will be completed in a timely man-
ner through partnering. The projects
include installation remediation,
compliance, obtaining permits, pol-
lution prevention, solid waste mini-
mization/ recyclmg, research and
development, dredging, training,
and base closure.

. Each stakeholder of an environ-
‘mental project team will represent

that agency’s interest while working i

for the mutual benefit of the entire
team. Every agency will empower
its team representatives to conduct
daily business in such a way that
most issues and problems are re-
solved at the level where they occur.
In other words, involvement of top
management should be a last resort.

‘ Guiding/«lj’r/incipleé

Agencies commxtted to partnermg

will—

= Support partnering by assigning-
one person to the team through-
out the life of the team.

Share the expenses of a facilita-
tor and facilities with other mem—
bers of the team.

N

= Allow their representatives,
within mutually agreeable guide-
lines, to make decisions that will |

- accelerate the remedlahon and
. compliance processes at Navy
" installations. '

* Pursue budgetary pohcxes that
+ resolve, on a case- by-case basxs,
the indemnification issue so that
all stakeholders appropriately
“share the risk associated with the
project(s).
Theteam will—
- ‘igientify and eliminate barriers
to a*faster, more cost-effective
program.

= Identify, quanfify, and eliminate’

waste through continuous proc-
_ ess improvement.
. Develop acceptable program
" risk and-risk sharing that fosters

. progress while protecting natu-
ral resources and human welfare.

|

Stakeholders will— !

= Respect their fellow stakeholders

' and thé positions they hold

within their respective -
organizations.

* Resolve issues/problems/con-
flicts, thus avondmg adversarial
relationships and the need for
formal disputes resolutiokn{

* Maintain professionalism qnd\
enthusiasm and encourage
open communications, so that

< the partnership experience is
educational and enjoyable. -

* Conduct themselves with the
highest standards of honesty
and integrity:

- Apply partﬁering concepts to all

areas, of the organization as well
asto other Federal, State, and lo-
cal governmental agencies, con-

tractors, and citizen groups.

N
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Develop long-terin relaﬁonships
between stakeholdérs that.can be
effectively transferred to other
environmental’ pro]ects to'im-_.
prove the execution ofithose EVER
projects. N ; .

-

Goals and Objectives .

Goals for environmental partnering
are to—

* Build a cohesive team based on
trust and open communications
between the Navy, the regula- s
tory agencies, the community,
and the contractor(s). This team
will work to complete a quality

environmental project on time, to new ideas as “that’s not tthe

within budget, and at a reason- way we have always done it

able profit for the contractor. L L
= Take appropriate risks commen- *- o

surate with rewards as stake-
holders seck win-win solutions;, ~ ~
el N .

s

Develop an env1ronment that
promotes the open exchange and &
consideration of. 1d§/as Avord

tunnel vision, or such responses

7 - (,

e lelC ob]ectlves andris genuinely

* Make decisions and resolve as
many as possible of the issues/

problems/disputes between mterested in helpmg that: ‘partner

= Ensure that each 'sEaIZeholder is = o

= to attam'ob)ectlves and-to over- .-
members of the team at the \ S 0
aware of other. stakeholders’ spes | = - come concerns. < e
team level. o S
40( 'b/\—"// - o /~\ — 7}/ < "C [
N i /J) [N v\ﬁ/ ~3 o B N INE
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Who Are the Applications Of } ( ssists of the agencies’ remedlal project-
’ : ~ - - s
Stakeholders? Partnering . . . '/ managers(RPMS)and the contrac-._ \0{ oo
e, — tor’s pro;ect manager (PM). Other’ e
Stakeholders are those people and Partnering may occur atany- level ' stakeholders at that level may be i m-
agencies involved in or affected by of the agencies and contractors in-_"~ - vited to join the team'as needed for -
a project. They are committed to volved. For example partnermg in "~ ~a specific phase of the pro]ect The o
building trust and open communi- EPA Region IV involves semor man- second tier consists ‘of the manage-- P ;)
cations for the betterment of all. agement at SOUTHDIV EPA Reglon rial level of stakeholderS\such as v -
The people may change over the IV, and the FDEP. The purpose of - ~_ B the engmeenng fleld division (EFD) v
course of the project, so the key to this partnering effort is to acceler: - s env1ronmental dlrector the reglonal* L
success is selecting those who have ate the cleanup on all Navy basesa ) EPA Federal facxlmes dlrector the S
strong interpersonal skills and are withinRegionIV. = o~ -7 " - “Giaté Federal facilities division di- s
willing to try new approaches. Partnering in this effort uséis/a tWo— ,rector/ and the appropriate manager }
tier arrangement. The first tier)con- from the\ccrntrac‘t’or Sy L
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How to Form a Team

Implementahon of Navy environ-
‘mental partnering has been focused

within an EPA region. Figure 1 illus-
trates a flow chart of a partnering

- process Two approaches have been

taken to forming partnering teams

w1th1n a region. }

In the “top-down” approach, the

: reglonal managers use partnering

to- estabhsh the ground rules for ap-
plymg partnermg within a region.

> Spec1f1c pro]ect teams are then es-

- posed of the regional EPA Federal
facilities director; EFD environ-

o~

tablished: A regional team is com-

mental and construction division
directors; regional environmental
coordinators (RECs); and equiva-
lent State, county, or local environ-
mental administrators. A regional
partnering charter, or Memoran-
dum of Understanding, is devel- -
oped. The charter details the roles

. s e - )
- and responsibilities of each stake-~
' holder and the informal issue reso-

- lution process to be used by all

B pro;ect teams within that region.

”bottom-up approach follows
the construction industry model for

partnering and conducts the initial-
g }

) N 2

L

The people may change
over the course of the
. project, so thg key to
success is selecting
those who have strong
interpersonal 'skills and
are willing to try new
approaches.

7

B
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NAVFAC Guide
to Partnering for
Environmental
Projects

Initiate the Process

Obtain Senior
Management Support

Identify Partnerin 8,
“Champions -

Decide on the
Participants

* Conduct the
Partnering Workshop

A B
Create a Charter

De\}elop a Partnering
Implementation Plan

) Create a
Follow-up Program

Engage in Continuous
Evaluation and Process
Improvement

_resolving issues.

AN

partnering séssion at the local in-
stallation. The teams are made up
of environmental RPM personnel -
from the local, county, State,  and
Federal agencies; the EFD RPM,; the
contractor’s PM; and local commu-
nity representatives. The local in-

Bl

stallation team establishes its set of
roles and responsibilities, mission/

_vision statements, goals and objec-

tives, and informal procedures for

;

An expansion on the concept of

" the local mstallat10n team has been .
. to set up a core team and an en-

hanced installation team. The core
team, which meets bimonthly and is
the smaller of the two teams, con-
ducts the project’s daily business

by using partnering. The enhanced
team consists of support, regulatory,
and other governmental agencies
concerned with a specific project. -
This larger team meets at least
twice a year and focuses on program-

" matic issues related to thepfoject.

Further expansion of partnering
would occur normally at the re- ~
gional EPA administrator level,
which focuses on budgetary prior-
ity systems, regional training re-
quirements, and overall regional

~ coordination issues.

P\/artnering Commitrﬁent

Before any partnering efforts can

begin, there must be a. commitment
of top management from all the
stakeholder agencies. Top manage-

_ment must be'willing to allocate the

additional funds and up-front per-

- sonnel time that will be needed to
* support partnering (although this

investment is returned manyfold
through improved communication
and cooperation) as well as to sup-
port their representatives’ decisions.
Navy’§ partnering commitment
begins with the Assistant Secretary
of the Navy for Installations and
Environment and DeputY'CBief _
of Naval Operations for Logistics.

~ \\ (

-



The chief executive officers for the
prime contractors and subcontrac-
tors must be likewise committed.
However, it is important to under-
stand that partnering cannot be forced
upon potential stakeholders.

Partnering Process

For partnering to be successful, the
complete partnering process must
be adhered to. All stakeholders
must exercise patience.

Top management must be in-
volved and participants need to be
committed to partnering. In addi-
tion, all partnering efforts require a
champion—an advocate who has the
vision for improving the productiv-
ity, efficiency, and timeliness of a
project through the use of partner-
ing. This individual must be the bird
dog who keeps track of the process
and related action items and pro-
vides administrative and logistical
support. For partnering within the
installation restoration program,
this champion usually is the RPM
or designated EFD section leader.
For the top-down approach, the
champion is usually the environ-
mental division director at the EFD
servicing the EPA region or some-
one from NAVFAC.

With these elements in mind,
it is time to look at the specific
elements of partnering.

Preparation for the Initial
Workshop

Partnering begins with a 2- to 3-day
workshop, preferably led by a pro-
fessional third-party facilitator who
is familiar with the environmental
requirements, process, and
phraseology.
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All major stakeholders should be Ut - - /T LS
- . < 4 It .
involved in the initial partnerlng L RN

sessions. The ideal size for partner =0 Top management muSt a Con
ing sessions is § to 12 2 péople, the™ e /; . be Wllllng to allOCdte S s
maximum 24. Thé-most unportant e the addltwnal funds— - A

aspect is to mamtam a balance - and up_frontpersonnel ' ) ,
among the stakeholders. Noone . - ~- “tinie that WIIl be ~ o

agency or contractor shoulcfdoml-/ B Seoo0 <
nate the rnembershlp The stake- ’\ T f needed to Sup p Or t s
holders must be yolunteers, forced , ’i Par inermg ~CT e R
participants will mo’stlikely,not1 )»-’i\ I ,_/Ff < D I
enjoy the experience, and the other. .~ L. - < &~ -

/\/: ,\J'\' s ‘\\’\‘Z’
facilitator is shared by all of the‘ T
A agencres and contractors involved.

o However this decrsron shouldbe N
£

= L
77 madé'on a\case—by—case ba31s

members will not gain the intended -
benefit of positive players. from

all participating age\ncres an/d -
contractors. - T

Representatlves should come SO ; L~ - f
~ s An unportant step toward ' PO ;
into partnering as ‘team players o o
: achrévmg success is to conduct at’ )
Sometimes the process will convert - S
“. ~ leastne premeetmg with thé- pro- - 1
a non-team player\mto a team b2
player. e N fessmnal fac111tator The meeting - c T
- T gives the major players of the part- -
: ‘ o P
Selection of the Faeilitator e nermg agreement a gen;rakunder- B
. standmg of the process. Also, the « o

Once the members of the team are, ~méeting fam111arrzes ‘the fac111tator o ‘
decided upon, the champ\ron ShOUId\ - ‘With the spec1f1\c objectives de31red T
lead the agencies and contractor(s) 5 / for-the initial sessron and givesthe = 7
in selecting a professrona.l\facrhtator " facilitator a workmg knowledge of R
to conduct the workshops The'ta: | . * “the groups represented on.the part-
cilitator, who is a third party rather * - nermg team The champlon and: anys L

than an employee of any of the s other v1s1onary 'y leader of the agen— ~
agenCIES or ContraCtorS lnvolved\ F CleS and Contractor(s) Should par_ . v/

is an objective partrcrpant skrlled - t1c1pate On average, this meeting~ 7

in team building and group dynam— “should last abouit 4 Rours, A good- 7
ics. The facilitatoris is. concerned&wnh fac111tator will have conducted a -«

L

how the sessions are conducted, ~ <
not what is specifically decrded v this-premeeting to estabhsh their -

Exhibit 1 lists the quahtles to look . knowledge of partnermg prmcrples, \ -
for in selecting a facilitator: Cons- > ~ /motlvatron foward par tnerlng, and .
sider the availability of the facilitator, - prehrmnary expectatlons of the . L

survey of the participants prlor 0"

as there may be a need to use the fa- ~/ process : TR T o Coen
cilitator for subteam meetrngs For -, 5T T -
consistency, it is wise to use the same ~ ”The'l-ocagcﬁn P M Ny T

facilitator throughout t the pro]ect
Normally, as an early demonstra—
tion of the stakeholders’ commrt— -

» <"Two 1mportant aspects are the loca-
L ‘tion and type of fac111ty used to. con— ‘
_duct'the. initial meetmg and some R

ment to partnermg, the cost of the N RSV ) e
» § / )/—’ A Lo - o - - .
I Rt S ! T ,;N’ PEERR -~ o=
~ . < - P ‘
< - T . A
> e - , 2!
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- .
<. of the follow-on partnering ses- _
_ sions. The sessions should be con-
" ducted away from the officés of
the parties involved.-This location
_ does not need to be luxurious, but -
itshould be isolated from-phones
_and other disturbances. The mem-
bers of the partnering team can then
focus on building a team spirit, < .
developing open communications
by removing bamers to communica-
.  tions, estabhshmg partnering goals
R and objectives, and developing an
- 1mp1ementat10n plan to achieve
them

- w
P

" Inventory. ..

NAVFAC Guide
to Partnering for
Environmental
Projects

The Initial Workshop

The major focus of the initial session
is to build a team concept among
the stakeholders. Generally, a mini-
mum of 2 days should be reserved
for this initial session. Every effort
should be madeto ensure the that
stakeholders leave the meeting
enthusiastic about this new team-
oriented relationship. o

The facilitator should bring,

some icebreaker activities to help -

team members get to know each
other. Suggested activities for this
initial session are listed in exhibit 2.~
These activities are followed by
active listening exercises and self-

examination exercises, suc}l as the -

Myers-Briggs Type Indicator or

the Acumen Leadership Style

(
Team-building exercises are next

on the schedule. Itis important that

the participants understand group

dynamics and 'the requirements for

a successful team. The group will

then focus on removing barriers to

- effective communications.: Several

techniques are used, such as the
nominal group method. Generally,
participants who have hever been
through these sessions will havea °
negative reaction. However, once
they have been through the entire
initial session on team building, the
participants’ reactions will become .
very positive. |

During the initial session, the

team should develop an operating

charter containing a vision and
mission statement along with the
team’s goals and objecﬁvgs. The
team should also develop a strat-
egy for problem resolution. Within
the context of the Defense Environ-

L .

...all partnering efforts
require a champion—
/ _ h

” ;
- -

mental Restoration\Accc;unt (DERA),
this strategy does not replace the’

*formal dispute resolution process

outlined in the FFA. Rather, it is
intended to resolve the disagree-
ments and issues at the level where
they occur, so that a fermal pro\cess
for resolution of disputes is never
invoked. Fmally, if time allows in
‘this initial session, an implementa-.
tion plan with appropriate check-
points and action addressees is
déveloped. '

.Follow-on Sessions

v

The 1mp1ementahon plan should'i in-
clude regular scheduling of follow-
on maintenance and refresher
sessions. These maintenance ses-
sions focus on reviewing one or
two of the team-building principles
along with updating the status on
action items in the implementation
plan. Scheduling one of the mem-

. ber’s facilities for this session is the

minimally acceptable procedure.
The best option is to go off-site. ’

A facilitator i$ also recommended
and, if agreed upon by all stake-
holders, can be from within one of
the organizations represented. The
maintenance session is generally
scheduled for 1 day and as often as

* needed, as determined by.the team

during the initial session.

A refresher session should be held
at least once a year and prgferaBly
twice a year. Again, it is strongly
recommended that this session be

-

,
i
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held off-site and conducted by the
+ same facilitator as the initial session.
The focus of this refresher session is
. to.determine the‘pulse of the part-
nering team and ensure that.open
S commumcatlons and trust building
are actually occurring. The refresher

sessions are generally s scheduled for

Tor 2 days

- ‘Both of these follow- on sessions

- are vital to the success of partner- By

mg, since they build on relation-
‘ships. All stakeholders must make
a conscientious-effort to attend

o ( these follow-on sessions. Any new
members can be-oriented to the

. team at these sessions.

SO " ~ TN
Partnering Charter
(Memorandum of

Understanding)

/

D

I . . . o

.- A partnering charter is a win-win
document outlmmg the long-term

<. vision, mission, goals, strategy for

- goal attainment, and guiding princi-

plEs for the partnering team. It is a

¢ collaborative effort written at the
- initial wo\r\lz'Shop and preferably
signed by all of the participants.
- The partnering team will use the
goals from the charter to develop
expanded objectives to be contained
in the Partnering Implementation
Plan (PIP). The charter is a short
document of approximately 1 to2
pages. An example of a charter is
shown in exhibit 3.

The charter commits the stake-
holders to conduct themselves un-
= der new relationships as they focus
onbuilding a team solution to com-

. plexissues. -

J.

- NAVFAC Guide

to Partnering for
Environmental
Projects

-

Partnering
Implementation Plan

APIPis a “living” document that
changes with the various stages of
the project. Key elements of the im-
plementation plan are an outline of

each member’s specific organization,

billet roles, and responsibilities as
related to-their parent organization
and the team; measurable objec-
tives related to each goal; a'process
for informally resolving issues and
problems at the level at which they
occur; an effective communications
plan; a system of rewards and rec-
ognition for the team; and a method
to orient new members to the team.

The charter details
the roles and .
- responsibilities of each
~ stakeholder and the
“informal issue
resolution process to be -
used by all project
teams within that
region.

AN

-

Appendix A contains a PIP com-
piled by the EPA Region IV/Navy/
FDEP. Elements of the plan were
developed durmg a facilitated part-

nering session and represent the con-

sensus of the entire team. The PIP
_in appendix A is focused on initiat-
ing partnering.on a regional basis
with follow-on application to
{installation-specific remediation -
projects.

>

During the development of the
plan in appendix A, two sessions
took place on the individual
ag‘ency s measures of success and
the gurdelmes for project teams in  ~
resolvmg problems/issues. The . -
discussion of the agency’s measures
of success gave representatives an
opportunity to understand how
that agency’s success was meas-
ured and the important items of

. concern for the team. The toughest

session was the one that developed
the guidelines for project teams.to

* use to resolve problems informally. -

However, all of the representatives
said it was the most helpful of all
the sessions for improving relation- ™’

- ships toward accelerating cleanup

at military installations within EPA
Region IV.

Implementation plans developed
by partnering teams on the West
Coast have used a tool called the
graphic/plah. This approach makes a
picture of the plan to describe goals
and objectives. The picture provides

“a constant reminder of what the

team is working toward and im-
proves the retention of these goals
and objectives every time a mem-
ber views it. At the center of the
graphic plan is the'core purpose.
Radiating out in a spokelike pattern

are the key elements needed for the

team to fulfill this core purpose
The final elements, and often the .
most-time-consuming to develop, ’
are the action items annotated ‘
around the outer ring of the | plan
and keyed to each major element.
It is in managing these action items
that the team is able to proceed to-
ward accomplishing its purpose..
S

N
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Goal: To characterize and respond as appropriate to additlonal

health and welfare and the environment at Navy gx\xd :
Marine Corps lnstanatmns ~T -
(U . -
To structure an effectxve program for prompt
environmental restorat.ion t.hat wxll be a modél for similar
efforts elsewhere. o T o <
. v, \ - v
f e : - ’
Vision: Teams are empowered and operate cohesxvely to ackueve
our envu‘onmental restoratxon goal. - -
- T~
We, the partners, commit to teamwork to ackueve these objectwes., o ’\
< ~ L7 v
Develop ways to determine acceptable program ﬂskk in fostering progress
- «
Eliminate barriers to a faster more cost—effecuve program-— ~
v o0
Clarify roles and responsmihties of each party oy
3 !
Make our processes more effxc.lent ot ) S
s ' ! \/
Create organizational cultures/ able to- accommodabe chang\ /
< e

~
o~

~

\_
/
Provide for a greater exchange of lessons leamed f
Obtain consensus on short andrlong-term budget and Unplementabon 4 JJ
plans L ey L Y0
‘ e e / . . 7
Promote success and coopera'/tion P ! ‘/2 T

T o N
Develop innovative ways to acquire and admlmster contracts
Demonstrate and use mnovadve'ltechnolyogies N

-

Foster community part_\cxpatlon ~o 7 .
- <o

Resolve conflicts through a coordmated work effort to avoxd adversanal—
relations o M RN Ay

- ¢ 7 s . —— - ~ o
Maintain professionalism and énthusiasm and” encourage commurucatxon to
make the partnership educational and/enjoyable ' :

—_x .

Reinforce the partnered relanonsmp thh honest feedback5 and continual
improvement ~

B —— 0.6
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o Api)ex/adix B displays a gréphic

...the communication
plan provides the
strategy for mformmg
the public, the team S
-/ ~ seniors, and
 stakeholders regarding
’issues arising.out of
the partnering
arrangement.

s 7 2 . ’
- [N
Y .

;

plan developed at f SOUTHWEST-"

k DIV for MCAS Yuma.

The team’s early success will de—
‘pend a great deal on the communi-
cation plan. A communication plan
provides points of contact for local,
State, and Federal governments
_and-the media; an overview of the
»&background to the remediation pro-
gram of the particular | installation;
ob]ectxves of the plan; and a sched-
ule of community activities related

* to this installation’s program and

N f .
Partnering works for small projects

as well as large, complex projects.
For smaller projects the parties can
come together for a minipartnering
sessmn led by an in“house facilita-

Small Project Partnering” -

N

NAVFAC Guide
to Partnering for
A Environmental
Projects

/

‘when particular players would get
involved. This plan should also pro-
vide guidance on how the team will
communicate internally. In general,
the communication plan provides
the strategy for informing the pub-
lic, the team’s seniors, and stake-
holders regarding issues-arising otit
of the partnering arrangement.
Aside from communication _
plans, there is another form of com-

" municating—rewards and recogni-

tion. There should be recogmhon
and rewards to encourage the mem-

“ber oréaniza tions to adapt to part-

nering. Much as a sports team
enjoys the recognition of a winning

- record, so the partnering team en-

joys the recognition associated

with the team’s’successful progress.
Periodically, the management level
- above the stakeholders of the part-

neringteam needs to thank the
stakeholders for their progress with
both non-monetary and monetary
rewards. Recognition may also be
in the form of being listened to,
praised, complimented, and made

;

- \

e

tor who has been mutually agreed
to by the parties involved. This _
miniworkshop normally is 1 day or
less in length and can be conducted
on-site if interruptions are eliminated.

10

to feel like an important elemerJ\t\of\
the agency/ corporation. -

The PIP must include a process
for orienting new stakeholders into °
the partnering team and for reori- .
enting the.team to the new stake-
holders. Any team will go through -~
the basic four stages of develop—
ment: forming, storming, norming, -
and performing. The team must go
throtigh each stage to achieve pro-

ductivity. Likewise, when the team’s

membership changes, it must mo-
mentarily return to the orientation
phase and go back through the
storming and norming phases with

the new stakeholder(s). If the team )

does not go through this process
conscientiously, it will occur any-

way, probably when the teamcan ~

least afford the time or energy to
deal with it effectlvely "The-orienta-
tion phase for the new stakeholder
may include a 1- or2-day training
session on the basic principles of
partnering and how this specific
team has implemented those

« principles.

. i - - I

~.

“The informal group can go through

the basic team-building exercises, —
develop a charter, estabhsh goals and

- objectives, and agree toan mformal

process of prpblem resolution.

~

-



Partnering promotes continuous
improvement of the project.

Responsibility for risks is more
clearly delineated from the out-
set and matched to each stake-
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= Redundancy is, eliminatedain , o Staffmg prolectlons are guaran- v
the review of elementsqn the " s . teed for the duratlon of the pro- ¢
National Contmgency Plan L ]ect Staff are committed to the- * ’
process. ~E o A L program for theflong term, whrch
RN
= Innovative solutlons are intro-~ -’ incturn builds s loyalty to the pro- -
duced into the process m_a more - )ect and the team. —

holder’s anticipated rewards.

Budgets and schedules are con-
tinuously evaluated throughout
the process.

Cleanup can be accelerated as
communications occur up front
instead of in a piecemeal fashion
throughout the process.

There is more efficient use of all
resources, including scarce re-
sources, since all stakeholders
are moving toward a clear,
mutually beneficial objective.

There is reduced or no litigation.

There is open involvement
with the local and regional
DOD staffs regarding the
cleanup and setting priorities
for budget adjustments.

effective manner. -

L T .

= Client satisfaction is- enhanced

=~The desrgn and remedial contrac- _

< torteams work together on the

thanks to d ay—today c/ontact k e: o solutron to a cleanup, spendmg v
and regular commumcahon that _ - theif résources effectrvely tojac-<"

. o
allows for early problem identifi- complish the- cleanup rather = =
cation and resolution.~ fj - than fighting each other: through P

N e htlgatron T ~ >
- - <. s ! :
.. , = A partnered remedlahon project .=~
TN 7 allocatesrisks. The 1r(creasedf
Client satisfaction = . * commumcatlon trust,and < - -
. . o
is enhanced. thanks ;\ e ,knowledge of the prO)ect control
to day-to—?lay cOnfd cte - " risks and should ehmmate costly
d il s bld contmgencres Partnermg
an regu ar. - o mayﬁalso allow for a alonglead - .
communication that T hme for the procurementrof s
allows for early = -~ " Capltal equipment, “which | .
problem id&ﬁﬁea'tion reducesfthe risk of caprtal AP
= A . N escalatlon B - ‘
and resolution. — I . < -
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History of the EPA Region IV/Navy/Flonda Enwronmental Restoratlon Partnershlp “

Situation

Feb. 10, 1993

Mar. 16-17,1993

Mar. 31-Apr. 1, 1993

To present

and penalties. The level of distrust was so high that court recorders were presentat _

-~ . 7 ~

= Te

Working relationships between agenc1es ‘had- become s0. adversarlalzthat dlsputes ' :
were being addressed only/throughsformal legal channels often with implied fines - \

-/

C\\

routine technical meetings. Program progress had ground to a 1’ halt w1th moreand - -
more of our resources bemg used to respond to formal’ allegahons Agencxes were - - .
communicating through their lawyers They were receiving mcreasmg/pressure L
from higher echelons (EPA HQ and Assistant Secretary of the Nayy) fomake © " e
progress on the CERCLA" cleanups ' L Lome e R SR
Lo — ' & (S
During a February 10, 1993, meetmg between-jon ]ohnston EPA IV, and ]oe McCauley,
SOUTHDIYV, it was agree that the present; suuatlon would catise both 3 agencres to
fail and that a detente was needed between oura agenc1es Each had been exposed N
to TQM and teaming withirnctheir own- orgamzahons "and agreed that a facilitated

meeting at the management level would be a first step«We agreed On a common=-

P

-~

goal—'PROVIDE A TEAM APPROACH TO ACCOMPLISH OUR COMMON e
CERCLA GOALS.” ... R A
. — - \, 7 o - e —

- , . -
The first partnering meetmg was held between EPA Reglon IV,,SOUTHDIV and \

Florida representatives in Charleston SC. Thet meeting was facilitated by Pat Franklm ' v
from SOUTHDIV. Representatlves from EPA. HQ, NAVFAC“HQ LANTDIV and

REC Jacksonville were also partrcnpants The-focus of the f1rst meetmg wason -~

team building and bramstormmg tralmng 'The'g) group~developed the expectatlons N
for the sessions and estabhshed aset et of ground rules to use for their meetlngs The
group developed a common goal—”TO CHARAC"I;ERIZE AND RESPOND AS '~
APPROPRIATE TO ADDITIONAL RISK POSED BY RELEASE OF HAZARD- o0
OUS SUBSTANCES ON.PUBLIC HEALTH AND WELFARE AND THE ENVI- -
RONMENT.” Brainstorming sessions generated a hst of 48 \tems consxdered l »
obstacles to a successful program "[he list was’ grouped into elght common toplcs -
All agreed that we had come a long  way, but no spec1f1c decisions were reached
on which items should be’focused on: ‘A second meeting was needed e

a ot -
N - oy

The second meeting of the group was facrhtated This meeting developed\the goals "~ N =

for the team, and a Partnenng Charter}vas signed. — 7 N S
- . CE PR
Additional meetings led to development of the mformatron in. the orlentatxon sechon f’:
and this Tier I Partner’ sWorkshop A S ~. o7 < e -~
- N I R 1
VoL : e OO s e
S T
s R ,~/_ R B <o R :?, " .
13 ~ DD S \}\(\\ <=y ~ ’
- = - ~ S — .
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Partnering Framework

-~ Y

Tier 1: Core Project Team

© Tier 2: Management Team

7

STATE
of .
F\LORI DA /

NAVY

SOUTHDIV,

Con-
tractor

NAVY

LANTDIV

14

A
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Tier 1—Members of the Core Project Team . - (S ’/ b ¢ S
Activity L A .
EFD RPM \\5' " =2 . . - .- fA
EPA RPM I - T L
State RPM g C Lo i o= — T
~ . ¥ . -
Contractor(s) -~ A = . W ‘ /
Others as needed RN oD A ) L} N
BRAC Environmental Coordinator (BEC) for BRAC Facﬂxtxes y o, ’ ’
. i S 8 N N = b(
- ~ L , v N
Tier 2—Members of the Management Team - Nog T e . .&J o o~ <
EPA:  Federal Facility Branch Chief N F T N
DOD Remedial Section Chief e R - AN Lo T
- . . -
DOD RPM Team Leaders (2) - ~ ) e R
] ~ L < . -
STATE: Administrative-Technical Review Section - o =~ T’
Federal Facility Coordinator ) R ro.- -
vl - v
NAVY: (SOUTHDIV) Department Head T N DT “ N S
Deputy Director PR - p P T
IR Manager(s) S -~ o Aoy \/ e .
f P o ~ - - T . ‘\\ .
(LANTDIV) Branch Head S T ' - 4
s i NN Ty, o :
= T N RS ;
NAVY (ACTIVITY): I S L 4
Regional Environmental Coordinator T ﬂ . N o
—_ - ~ ( N
v 7. Ay o '
. o P . -
CONTRACTOR (CLEAN): T R
Program Manager/Principal o G ! g N o /
Technical Director - T . -7 .,
7 ( e ~ _J/A . —_ é\ . 1 -
- - J Z’\ - B - . \\’ — ~
Optional Participants: TP “ay 7T ST C
; o
EPA RPMs and/or HQ Navy Contract\Representanves ) SN :
State RPMs Achvnty RPMs /7 v - S B}
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PARTNERING CHARTER — APRIL 1.

Goal: Ve

N

Vision: -

plans

N

—

=

To characterize and respond as appropriate to additional
risk posed by release of hazardous substances on public
health and welfare and the environment at Navy and

¢

NAVFAC Guide
to Partnering for

. Environmental N
BN Projects

. EPA REGION IV/NAVY/FLORIDA
ENVIRONMENTAL RESTORATION

PARTNERSHIP

Marine Corps Installations.

" To structure an effective program for prompt . -~
environmental restoranon that will be a model for sumlar

efforts elsewhere.

Teams are empower’:eﬁ and operate cohesively to achisve

—

our environmental restoration goal.

. Clarify roles and responsibilities of each party

.

(A

1993

-,

¢
N

. -

We, the partners, commit to teamwork to achieve these objectives: = -
. - Develop ways to detérmine acceptable program risk in foéfering progress

R * Eliminate barriers to’a faster more: cost-effective program -

* Make our processes more efficient - : N ~
. Create organizat/i/;mal cultures able to accommodate change
. Prov1de for a greater exchange of lessons learned -

- f

. ) Obtam consensus on short and 1ong—term budget and implementanon

- : ~ - e
oo S B . “ . .
. Promote success and cooperation <
. . < . - d
B ~ - . e f\ !
T Develop innovative ways to acquire and administer contracts »
~ > - = ‘ .
. Demonstrate and use innovative technologies — O(i&‘
_ Foster community participation . ;
- Resolve conflicts through a coordmated work effort-to avoxd adversanal
relauons v
R . — R . )
. Mamtmn professionalism and enthusiasm and encourage commumcatxon to
make the partnersh.\p educat\onal and en)oyable
. /\ o -
¢ o \cmforce the partnered relatxonsmp w1th honest feedback ‘and contmual

improvement
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Projects o -~ v e a7 )\“, T -
¢ [ . > . - D
RO ~ - . . 4 - v ; . - P r~ .
- % e ‘ [ A T
. N oo ) R
Goals of Tier 2 L A o ) S —
N e o ,’ - ,
Develop a system to solve problems and issues quxckly and 1nformally o, T / .
2. Define acceptable risk and develop a cost-effective, hmely process to manage risks and mlmmlze adverse o '
consequences. . N 5 N N .
3. Clarify working role of each party, including lead agency (set Ccomurion; pnontxes and targets) D
/ . ™ - ~
4. Develop partnering plan (including execution plan). e o (' b - T - R \ .
5. Develop process for networking and exchange of lessons leamed success storles between agencxes iy
6. Develop innovative way to work with contractors; estabhsh common goals ~ == N
~ - , o/ ;T S h N
oy epeye N . o — o L~ -
Responsibilities of All Team Members , = ot - e
. 3 bty I N VA o
1. Identify probably remedies ] a - ) . 3 s
2. Orient new team members - ot oe . T A RS
3. Help identify stakeholders - Ty - R o \ -
o - . -
4. Formulate budget / -~ e S0 ST T v ' e :
- T~y ~ — o > = - .
5. Identify sites ~ - ~ LT
o - - - {
6. Identify no-win situations and drop them y SR R - )” ‘
\ ) . - ’ oy
7. Maintain corporate knowledge of process ’ PRt 5
. . ~— oy h VU ’ ™~ -
8. Listen and attempt to understand other parties” goals ) Tz R . .
: oo L -
9. Represent the concerns of your organization D T s s ) <
. T e 3y - - . — / RN . N
10. Provide a dedicated member to represent the core project team o o T e U
. B - o ’ T ’ lf", 4 / ~ N
11.  Attend RPM meetings - N 0 :) R
12.  Host meetings as assigned ~ - e T . -
/({ — , - . : . - ~ ( .. .
13.  Actively participate in team/partnering Gl D A b g N
14. Provide approval and concurrence where required ‘ e Ay S RN
A T — . , -
15. Review work products — S e e -
16. Share all existing information e s
) T N o =
17.  Identify salary support requirements L Ty L N , _ ]
N L - ] - d -~ N
18.  Establish priorities ) ~) > ~ o =N
; 4 - .o g i ' . : L
19. Consider stakeholder concerns ) g - v o s o
20. Be knowledgeable of innovative cleanup technologies and 1ncorporate into plan S~ . A
21. Find ways to keep work on schedule RPN PP N . . )
~ / -~ - N o
22.  Maintain regular contact with team members A A T oo AT
R ) . N A Y — .
23. Resolve informal disputes . o < - (
~ ~ \ - ~
24. Be knowledgeable of and maintain compliance with regulations ‘ > N P
. ; . . B \ -~
25. Ensure cost-effective remedies ‘ o F - . e~ . )
T ' .o = — G, s :
26. Ensure protection of public health, welfare, and the environment . . A S
- . . N R . ~ NN
27.  Incorporate risk management and fiscal prudence i ; ~r ) o Lo -
. . . . . . I : ST “~ - ., ~f . ’.
28. TParticipate in preparing decision documents . S, T \, PN
. - P N s -~ C
Y a T . L -
j\.t/j‘ e - . SO A o ~
17 2 - . s - s i -
T S SR S ~
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- 29. Adv1se team of agency guidance and SOPs - .
30. I?oster consistency of gemediation process
31. - Promote technology transfer . ' i
~ 32 Transfer and document'lessons learned _
.33 Contmuously improve quality -
T 34: Ensure > sampling and analysns\are in line with data and needs (i.e., value—added)
o - >
Responslbllltles of the Activity O ) - )
= N Execute commumty re]atlons . \ N
P Conduct fleld oversight and assist contractor when the contractor is on—sxte
» (, | ,3. Chair the Restoration- Advisory Board (RAB) i
4. Brmg concerns of contractor orgamzatlon to the team, and vice versa
. 5 Mamtam local administrative records in reposntory e -
6. _ Sign decxslon documents, mcludmg permits
> 7. Identify probable Jand uses . -
) y 8 . Prever‘it or eontrol new sources of contamination - \
9.. Ensure budgetary requests are in MI system 4
.- 10. Protect natural resources r T
<. " 11. . Be responsible for emergency response >
- 12. Provide oversight and coordination of base mission and-projects .
. 13, Fund with O&M funds as required o .
~ 14. Provide long—term mamtenance - N - ) 7
~. 15 Idenhfy DERA salary support o - -
N ~16. Keep chain of command mformed to major claimant and REC
~ Responsibilities of State RPM and EPA RPM ‘ ,
o . 1 Coordinate and prepare comments on documents - L
2 Advise team members of upcoming regulatory changes to allow effective 1mplementat10n of those changes
3 Identify ARARs - : S . :
- 4. Review documents’in a timely manner - ' ~ T (\) -
. 5. Review regulatory comphance status and conduct enforcement » “ .
) 6. A551st in preparing decision documents , h - / 3 S =
. - ~ 7. Approve/ disapprove primary documents ina tlmely manner “f - T '
t 8.. Draft perrmts and agreements - - o - \\ .
f 9. Ensure regional consisteéncy . AN o “ ‘ ) N 7 Co-
- 10. Provide technical over51ght and support o | : n P L / -
" __ 11. Resolve issues or concems w1thm the department or agency ~ o
212, Maintain documents ~ . . \ \ S ; .
: - - .

Y
A

- . - s
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Projects ) Lo ~>, ) N L N ,
s = 4 N r-/ - T , p
13. Assist Navy to “not be inconsistent” with National Contmgency Plan \ \ “‘,“L ~oL T - !
14.  Assist with EPA-sponsored work R . - N g < o R
. = ., — e - . 4 :
15.  Conduct regulatory surveys as required (RFAs) - PN L ST e o -
16. Provide criteria for cleanup A T P ~ L -
17.  Determine regulatory applicability - ooy . N AP
18. Represent the team to coordinate with other regulatory programs and agenc1es (e g State, county) A AR
19. Oversee technical assistance contractors o B Lo ) T / ‘ﬂ()
' N { —- ~ t ’ [y
20. Support community relations s — T oy L -
. P R ‘ N . : ’:
21. Review and oversee petroleum cleanup (FDEP) 2 ' oAs > Y. )
7 ~/ T -~ ~ N
22. Participate in compiling site/facility response needs | =" . o PR STy
23.  Meet DSMOA commitments (FDEP) e O N P A
Nl ~ e ) S N . PR
24. Provide information into RCRIS, CERCLIS data management system' -~ T B
. . N - N / k\\ 7 R -
25. Review and oversee State authorized programs (FDEP) "o g . T2 Y, N
. . - I A - - -
26. Provide program and technical training B s d, o \5 re N .
27.  Attend RAB meetings ) N - ST
28. A 106 review o N - T . P
. J > N ~
29. Provide leadership on policy issue resolution h N oo [N
30. Assist in resolution of concerns and issues about permits: > \:” 7 _ T -
L T \ - PN
Responsibilities of EFD RPMs o m L T - c
. = N . I o~ -
1. Create and distribute administrative record - g g g YT e
~ f b - A ‘ ’ A ~ .o
2. Provide contract administration . PR / R I oS
e RN SN e TN
3. Manage DERA/BRAC program (budgeting) T Y - L - ’
. . I Aogo - S
4. Estimate government expenditures « N N e J Co,my
5. Manage and direct contractor BN N T
6. Provide responsive technical support and coordinate legal su>pp0rt to the achvxty\ ' o7 .-
S ™~ ‘1/ Pad . - ]
7. Encourage activity involvement N - <£\ - S ) \ Py /
8. Assist activity in community relations - Ty ‘\\Q ;j,, - T
9. Coordinate involvement of team in the budget process ., =~ O N RN g -
10. Manage IDW . | " - o BN /» o Co ' . g
11.  Solicit and respond to comments ¢ L1 T I )
. . . . . - Ly, ) o - . s
12.  Keep chain of command informed up to major claimant A T /
T L e NPT
13. Coordinate with other EFD RPMs , e A
14.  Keep the work on schedule / (RS A ) o y g B -
15. Have contractor prepare and distribute plans and documents .. ~ _
.. h Ty ~ ~ v~
16. Implement team’s decision through contractor 7 . . AN L~ ﬂ( (
17. Coordinate team communication S . e R
18. Provide support (lead the effort where assigned) for regulatory agreements - S
R N L A
N R s -
~p - sl - G
(P K -+
19 o 7 I IS :
D . < S 2 e - , .
. - - - : - (
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" to Partnering for

. Envirowmental L
: ) o - Pr(ljects ’ )
.19.  Develop and maintain Site Management Plan . . L ) Ll < .
- 20 ) Determine DF7RA / BRAC eligibility . o ) o ~ L ) - /
.~ 21. Maintain customer- focus o S LT - ‘ \ i
" . 22 Ensure compliance with NCPand ARARs < - L P L
. /,25. . Author decision documents ‘v B ‘ . ‘ - T -,
oA Maintain execution plan : Co S - o N ’ ) o
o 35 ‘Respond to regulatory inquiries on lrazardous’Waste sites . - N
T 2. Chalr pro;ect team meetings : - S < / L g - ) o
27. Ensure RODis implemented . o . o - L -
" 28. Ensuresite close-out ) " ) ) -~ R
_ 29 Provideinformation to MIS, DSERTS, PCR databases : o o S
3/0.»" Review hazwaste docket o . N . . -
31. Maintain- consrstency in overall program executlon and quallty of products T ‘
3{;_ , Ensure fleld overslght of contractor efforts in coordination w1th regulatory agency/community - ‘ o -
’ Responsnbllltles of the Contractor- ) o BT -
1. Conduct field work’ and prepare work products as directed | by EFD in a cost-effective, t1mely manner . ) .
_ 2. Suggest techmcal ways to meet customer and regulator requrrements ) ’ - -
~ - 3. Adviseof ways to do work cheaper /better/faster ) ot / =
4. Maintain cost control o - - S S ‘
.S Advise EFD 'RPM of schedule slippage with recommendation to get back on target, or ad]ust the, basehne, : 2
al as well as changed condrtrons oriwhen assigned tasks will not meet goals ‘ \ S e
6., Ensure quahfled people are-on-site at.all times i B ‘ o L )
L7 Focus work to support decision making a i
N 8. Be responsive to EFD i . -
9/.« “Ensure quallty assessment/ qualrty control on all products - -y =
~ '10. - Keep actxvrty informed of conditions that affect the act1v1ty & AR ~ o .
/1L Mamtam access.to adequate technical experhse - . . P Sy ‘/
12. Keep; team members informed of status of field work ~ . o b
i\ ‘ 13 - Provide adequate quantity and quahty of field equrpment ' T T h
> 14. Maxmuze use of all existing data and mformahon ' , o s ,
_ 15, Be knowledgeable and w1111ng to use latest techmques S B | a . » . '
 16. "Respond to changes rapldly with minimum disruption ' ( - , i
S 17, Coordmate with subcontractors and PMs i .- R - S
~ 18 Assist in plannmg and executron of program - o W o
. 19. Implement team decrsrons as directed by the EFD / - f ) -
~ 0. Marntarn site safety P < - _ \w - \ ‘ e \ » ~
. 21. Be knowledgeable of regulatlons and guldance o \ : S h : = \
¢ L .- _ ¢ ) s i . . o
N ‘ ) b - . - )
. ¢ ! -
. 20 o
Tl ~ s . R P _ \r.(‘-/,»L//\
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I AP S .
22.  Cooperate with regulator’s oversight during field work ~~ Tes S ST RN S
IR v 7 -
23. Fully coordinate field work with activity prior to entering base - . MU Yo, IS :
24. Monitor subcontractors < - T, . c
25. Advise team of economic and technical impacts of their recommeﬁdé,ﬁons ) NI {,; < - “
. . T _ \ B ’i B ( . R I\’:V ~ _ // - /,> ’
Expectations of the Project Team - PR - s
IS . S S N
1. Work as a team to meet remediation challenges and make response to 31te remedxahon the team’s =~
~ // = : . .
highest priority T N . . R C T B
2. Be willing to take risks to accelerate remedies N ~ A e A R
. . . - -7 o
3.  Embrace the new way of doing business - /ii : A o~ R
4. Achieve objectives in charter R SNC AN : ' P T
i T A Y s
5. Have a basis for remedies ~ - AN P S .
A VAS - A
6. Minimize conflict and maximize progress to remediation, but keep pro;ect movmg forward - o
even during conflicts N s < R
Drop old baggage; keep no hidden agendas o = /Ty i oy .
Identify and use best team resource to accomplish goal Jf\ Yo T e e e~ o
/ vy Z - -
Facilitate and assist other team members in accompllshmg their goals K B .7 s . ‘ .
. - S - N AN .
10.  Accept and execute roles and responsibilities o > R S A
o - - 5 AT . T ™~
11.  Seek solutions that all team members can buy into T g7 , o~ R
. o N N ' b s
12.  Be self-motivated - e h - .
T - Jos
13.  Follow the guidance provided as appropriate ~ 2 NPT L -
v ! ~ o
14. Share success and failure Y Lo F . < "™ ¢
! 1 Ny - - J
15. Be decisive and innovative L CJ SR o 7 ¢ ~ T
. . o eqe N - . / - N 5 ~ ‘
16. Maintain flexibility TS A SN NN
- I = S, ~ )
17.  Be professional [ N ey
. - A N - / - NS
18. Think long term Vo / . J’( = T < L
. - A W
r. s 4 p
Guidelines for Project Teams in Resolving, Problems/lssues\\ P
- ~ iy e <
1. Clearly define issue/problem as a team AN '/f o y o T~ R ~
2. Agree that agreement does not set precedent for subsequent achons . = S 4 f -
3. Present options for resolution as a team (be creative} =, - ) -)\A S T
4. Don't let disagreement on issue stop other work from progressmg Ty T y ) . < - N
5. Understand basis of other team members’ concern B J/J R ) /:;'/ o _ ‘
~ R SR - Y N
6. Provide feedback to the team after implementing solution —~ -~ LN~ 5 ":
. ) - PR J N 3
7. Don’t jump prematurely up the chain beyond first-linesupervisor =~ - —. ~ ° ;
: ~ N AU o
8. Allow any member to raise an issue for resolution ¢ N~ e ’ . ) o
. . Yooyt e ~7o T = G
9. Get consensus on issue and resolution ) “L)/ R ;7 —~ o ‘.
10. Determine deadline to have problem resolved so that it doés\'not,af’fec\tv-ia\rojeét oL -
11. Confirm that the issue/problem is not an agency policy issue > 7 . ~ N //‘7\
T ~ P R R s
- _\/ ; a = AN o ~ 5 7
~ ) i ¢
21 ~ o ™~ > hed \/\/ 5 A - Ea R
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‘ ( e " Environmental ' ) ) ) . J
.7 ’ Projects : A o ) ’ .
- ‘ ! 4 4 .
2 - o ' S : MRS § -
~ . B Z N \«/
R V% If issue'is pohcy, fmd out: how/ far your side can compromise - : -, o CoN N
~.13. Workin good faith as equals s , e - Y - !
A8

14. . If team cannot resolve issues, draft minority /majority opmlons and elevate to the management team (Tier 2)
15.  Understand how the ultimate goal is related to the problem - K “ . - .
16. Assess the 1mportance of the problem/issue in the overall 1mplementat10n plan oo S~

“17. Make all resoluhons at Tier 2 and Tier 1informal . ' % (

18, Ensure team members have ownership of their own problems ) . e T S ¢

1"9. Stick with a dec1s1on once it is made > ) ‘ U
20. : Don t make the i issue pérsonal o o S
_2 Consult other team members or case studles " - ST e < )
v 22. Use a fac1htated team approach - S N - y N
23 "Be open minded; carry no baggage ‘ B ST i o T
24. Document resolution ' p /‘ oL o o r ,/: ) )
25. Identify. stakeholders outsrde team and mvolve them as required T s Lo )
~ 26. Know that Tier 2 will support team'’s resoliition - ; . N T ~D

AN

) 27 Any i issue that needs to be revisited should be done wrthm 30 days
“ 28 ‘Use first-line supervisor’s expertise as requnred : R - - ‘ , - o

Mlssmn of the FDEP . o S ST

Provrde oversxght of DOD environmental restoration to ensure compliance and cons1stency with State regulatlons, ;
epohc1es, and guidance to protect the pubhc health, environment, and natural resources 'of the State of Florida.”

- r

.

pa— N 2

-~ FDEP Measures of Su\ccess I T
* 1 Resolving disputesat RPM level / S . o -
2. Number of sites that are remediated _ S S o " s
) ;3\. Meetmg comm1tments of DSMOA o - ; / ] Jb - o
< 4 \Meehng Commrtments of FFAs N .. ) “ el o
. 5. Performance evaluahons of Federal facility coordmator RPMs, and program admlmstrator - ) N
6! Resolvmg mtra/agency confllcts (e.g. Headquarters versus district, RCRA versus CERCLA) \/\ o \"’ s
7= Meetmg commitments of Petroleum Contamination Agreements - R T o '>
MlSSlon of EPAfReglon v S o ' ( o )

y Nt : - \,\‘
. Prov1de,over51ght of Federal Government environmental restoration to ensure compllance and consrstency . .
; withe regulahons guidance, ahd pohCles so that remedies are selected and 1mplemented in a'timely and appropnate 7
* manner that is protectlve of human health, welfare, and-environment. -

~ N~

= -~ B ~ = =S

o : TE R . - < ~



EPA Region IV Measures of Success

1.

Progress through remedial “pipeline”

s PA/SI—NFRAP, other (number of sites evaluated)—

*= NPL promulgation

= Duration of RI/FS; RD; RA

= Construction starts/completions
Number of RODs

National Contingency Plan and RCRA corrective action

s Number of removals

s Sites remediated and deleted

Mission of the Navy

To identify, assess, characterize, and remediate contamination from releases of hazardous substances at Navy
and Marine Corps activities to protect public health, welfare, and thé env1ronment,,wh11e mamtammg m111tary
operational capabilities.

Navy Measures of Success

1.

N e N

Number of remediations/removals

Number of PA /SlIs completed

Number of RI/FSs completed

Number of RODs signed

Number of FFAs signed

Number of sites through program obligation

Percentage of money on remediation
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RS - .
. Process Model for Pro;ect Team to Execute Remedlatlon .
E ‘ \ (Developed May 19, 1993)
.
— ' Lﬁ E ~ L < \,» * -
- START. DETERMINE | - g?gig:}‘;‘é\g IDENTIFY RS
\ | sIE . APPLICABLE = Lo p> ¥  &INVOLVE " - COALS
— . IDENTIFIED . PROGRAM TEAM STAKEHOLDERS » " A
o N ) A I -
_(/ . v ) - - i B S
s _ / . N \\_
|© pLAN, | ESTABLISH o  WORK o/~ CONDUCT | | ESTABLISH | .
PRIORITIZE, - SCOPE  ~ . PLAN — [ INVESTIGATION - BRARISK
BUDGET |~ . ‘ - - H&S),
— - 5 - ’(
- P N ¢
P g ~ - ~
¢ ) JV ¢ < [ ) oL i o
. PROPOEE & |y DESIGN of IMPLEMENT || ., , CL.%E)UT o
. - SELECT ‘REMEDIATION , REMEDY- . . ’
\ ! REMEDY . . o DECLARING
PR s L SUCCESS -
o - )
T - < - o - -~ ~—
o > - =
g ROD / .
' . ) - -Overall considerations during the entire process: _ h
DECISION- s T - 1
<, ' MAKING ON Commumty relations: FEN v -
- .| REMEDY . — Unforeseen conditions . ;
D AN ) - Obtaln approvals
o i o , “| Establish risk (mgmt.) N -
. \)\ - ) o4 S > ! Ny _
o ] o~ .
/‘ B ; \ N
-/ Al ‘\’
N i - N ’
. T 24. | -
- CON L N ) =
- - N _ _ -



ESTABLISH

&

TEAM GROUND
RULES

A4

REVIEW
ROLES &
RESPONSIBILITIES

Y

DEVELOP
SCHEDULE
FOR PROGRESS

¥

ESTABLISH
INFORMATION
SHARING
POOL RESOURCES

JV

IDENTIFY

BARRIERS

& REMOVE
THEM
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NAVFAC Guide ¢ ~ P s .
N 1 - N N
to Partnering for, - e -
Environmental =~ - . C T T 7 -
Projects N e T VAN ’
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T S~ T e -
> ) . TN ) ~ \ﬁ
Process a Project Team Uses to Begin Partnering ". . . "
e A N ‘ r A
(Developed May\21,__1 993) T ey
AR o Lo~ f:, - '
NV JoN s~ o~ -4 ' N h
KICK‘OFF , -t 7 P Ve ) > i// ? MJ,\ J ‘/ S
MEETING SR TR S f -
, T < o r ! ,
. LN N R . - , < gr‘\ 1
V‘ 5 - - 7 N / - Y )
7 ~v - ~ —~ N » . o S .
SET UP R o~ e
FACILITATED ~ g s TN - G
TEAM SESSION DRI S T
FOR S oo - .7
PARTNERING RS \ v N = 7> -
(NAVY LEAD) N ot B R R
\ r — . . _ )
T - 2 ,
X N INTEN ~ 1y o
' 5 | _eacitmyeme. o[ |- cETEACH |
PARTNERING |} GENERAL L ~" s o [ f TEAMMEMBER | '
SESSION BASETOUR | | i mhE GROUND) | | « | TRAININGIN |
R -~ | ~ THEREGS. ~ [ ™
> ™ " - ., — ' e L oA~ /, /
~— (/) Py - \\N 7 ) { N | —
N Vo 1 -~ - ,y R A
N S _ BRIEF - _
I\ /> ;\ - \\—, . - ’ / \;v V) _G »JB;ASE gO N \ \\ —
> R - -
COTC \W o N M - A
y o o - . o
S . \ oo s . P ) [ ¥ DO IT ) 3
SR e . 1/ s
\ o - \ \ ) Yy . p \;_
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The Core Purpose of the MCAS Yuma Project Team Is: T o I J 1'/ R

TO CLEAN UP MCAS YUMA QUICKLY AND COST EFFECTIVELY \‘. A
WITH ACCEPTABLE CERTAINTY, THROUGH TEAMWORK I ’_‘" ¢

Critical Performance Elements Essential Action Steps to —Accomphs_h Eacll Critical Perforrnanc_e Element® -

(To Achieve the Core Purpose) , 3/ . o T =

MEET REQUIREMENT OF MISSION 1. Make this an agenda review itern at each PM Meetmg -
CORE PURPOSE) ELEMENTS
¢ URPOSE) 2. Monitor on a regular baS}s, locally (weekly staff mtgs. )
3. Develop criteria for measuring elements success—develop a -

QA/QCPlan | ‘_} o 7/‘ ‘ B b

DEVELOP/MAINTAIN EFFECTIVE, 1. Produce/ keep current a dlcuonary of terms ot

ONGOING COMMUNICATION , CA e
Dclmcatecommumcahon flow ~ oL N , <

- ANNS

I
Delincate pomts of contact (pnmary/ altemate)( pe

g

s :
Establish 1nforma1 commumcatlons .. r IR

r N C .

SANEE

Conduct Project Manager Meetmgs (at least quarterly or more <
frequently as mlght be required) _ EEECEN

) 7 .
. Use Conference calls . ;) e N

S AEER t\
7. Develop an SOP to enhance effectxveness of meetmgs conference i
calls, etc. ~ ] {‘p / i) . ¢ : -

o)}

N ‘ - L=, . -

8. Publish regular Pro;ect Status Reports ~ L T

9. Rcspon51ble managers dlssemmate information to their people
(keep their people mformed) 5 L s < L

5

10. When appropnate make v1deos of f1eld / specxal events

11. As workload permlts rarm for weekly, local staff meetmgs S ’

[ ('- ‘ \\\,
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to Partuering for
Environmental /

/" Projects

i S

ENSURE A COMMON -

Dévelop a brief write:up‘of tl/xexP'roject Mission and jl<ey’ goals

'~ UNDERSTANDING OF THE PROJECT < )
MISSION AND KEY GOALS J ~ Every deliverable to include—at front—how the dehverable ties to-
e mijssions & goals (Include restatement of the mission on documents)
. ( .
N \; - 3. Develop a Project Logo based on the Core Purpose: ‘To clean up -
= 'MCAS Yuma qurckly and cost effectrvely with acceptable certamty
. ) » ;‘through teamwork o : ‘
B _ _ 4. Include the pro]ect logo and mission statement on letterheads, etc 2
R _ 5. Make an agenda revrewf‘ltem at each PM. Meetmg e -
. ENSURE COMMON UNDERSTANDING 1. Publish/ update a pro]ect specific manual (to include a descrlptron -
' OF ROLES/RESPONSIBILITIES AND . of all plan elements) °. o ~ .
<SHARED LEADERSHIP . - o
- — P 2. Utrhze project videos as appropriate (and when avarlable) -
s 8
/
. 3. Develop and apply, locally, a New Employee Orlentatron Program
. o o ~ 4. Develop a generlc RTQM Manual (ASAP) ~
RS - - 5. Shared Leadership—seek consensus on decisions as muchas )
L . - possible ' :
l - N 6. Delmeate roles/responsibilities of team members ‘ -
< . SEEK CONSTANTJMPROVEMENT " 1. . Develop, promote, support an employee (memher) Improvement/
N 7 ‘ Suggestion Program (recogmze w1th appropnate awards) - o
T } - 2. Conduct quarterly QA/QC audlts (each group) B L
. ~ \ 3. Conduct periodic, 3rd party ; audlts (reahty checks), usmg memberS/ -
- - of other project teams o - —
N ) B \ - 4. Keep abreast of new technologieé and processes i \L
o ; 5. EstablishQITs ~ A
LS ) . 6. Maiﬁtaln technical consistency . ‘ / SR
-~ WORK AS ATEAM 1. Practice and continually reinforce PMA N N o,
- . - P 2. Drive out fear (constantly work on developmg techmques) //
? . N 3. Apply the pro]ect energy formula to the pr0]ect envrronment .
o \ R 4. At 6 month intervals, hold re-energizing meetings (retreats) w1th ’
R - c outside facilitators (at neutral locations) " y
ST . .,
L C 5. Define an action list of team responsibilities and engure follow
- - / through . S
. : ‘ s = - - &
. ” = R ] : . . \, ©
. . Lo ‘ .
- : > )
- S v
~ - . . , . Ve
I o . O , - ‘
) ’ /A J ~ B ~ —
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;L 28 . S
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CONTINUOUS {INDIVIDUAL &
GROUP} PLANNING, MONITORING,
AND FEEDBACK ON PROGRESS

Begin PM Meetmgs wrth revrew of progress/ aclruevements smce ~

the last meetmg CT - 7
. X - [ -

Regular status reports (Which mclude schedules) ;jJ N T /

Develop an assignment of action items at PM meetmgs (with-* - RS
due dates) e ey N S (SR ‘
N !
Conduct frequent commumcatlon via best’ avallable means -
(add’L to" meetmgs) _ .7 SO -

—

N . ~

CONSTANT FOCUS ON THE
CUSTOMER(S) AND MEETING
EXPECTATIONS:

a. The Public

b. Team Member Chain of Commands

Establish constructlve rapport w1th medra& : o N N

al. Integrated commumty relatrons approach . o
a2. Techmcal Revrew Commlttees ;W / '
a3. Public Notlces ) oo J AR - ﬁy . \/’ - -

a4. Factual press releases (alleartres rev1ew before makmg\ RS
each release)\s L >\ - N BN . :
r° (\ ) ) NP , B N ’
a5. Public meetmgs (forums) T RN R

Develop a team plan {or mvolvmg and mformmg chamwof commands S .

bl. Rotate PM Meeting locations (mv1te local mgmt to part1c1pate
ina portlon of each meetmg) 7 0o

! R -
b2. Produce perlocllc summaries of prO]ect progress to date ) : J
(make avarlable to member management)\ ~

EARLY IDENTIFICATION AND
DEFINITION OF ISSUES/PROBLEMS
WITH PROCESS FOR RESOLUTION

- W N

Make part of the Employee Suggestron Program %L' e

N~

Agenda itéms on group staff meetmgs and PM Meetmgs ¢ S

N - -
Provide a sectron in each status report = T AN
— ~ N / . ‘
Resolve dlsputes 1n\ X'a \thru/ e /order 2 P
Y \ ~ B s : . N
a. Persons mvolved e . o
N , J S B

b. Advocate/ Assets/ Liabilities/ Process wrth Group Consensr/rs . -

c. Arbitration. ) CT R

v N . - .
. N Y - N R
d. Non-involved members 5 4 - . ST e
— — \ ~ ~ r~ Y N

e. Delegate to upper management = T

! i

DOCUMENT SUCCESSES AND
FAILURES FOR FUTURE BENEFITS

Prepare status’ reports reﬂectmg progress to date: ‘. ~

a. Success / results/ action: 1tems / completlons L L

b. Failures/ problems SR T SR S i
{ - . P N

¢c. Resolutions .~ PR '

[ i '
d. Actionitem assignments.. . '
) A 3 b



~ ACCENTUATE POSITIVES—SHOW

4
J

L

\\
NAVFAC Guide

to Partnering for i e
" Environmental ~

Projects . _ ; ' S

) s !
- R 4 . N

2. PM meeting notes S
3. Audit sumrrtary reports

4. - Distribute to team offlces (with repository at each locatron)

APPRECIATION/ RECOGNITION

~

Vi

~

- 1. - Initiate and support a Team Member recognition program

3
.

a. Havea non-rf\ione(taryﬂrecogm\tlon system
b. Plaques, coffee cups, rneclals, stickers, etc.

- ¢ Compliments

2. Practice the ’Posxtrve Energy Process . - B

/ ~
3. Rev1ew Scherer s Twenty Eight Ways Mangers Increase the ~
i Performunce of Individuals and Organizations

S - PR

N

1. Do long term$p1anmng e o oo

- Priority allocatlon of funds avallable

<b. Do contmgency (what if) planm.ng for ’ngh Probabrhty ’

~

~ ‘High Impact possrblhtles ' .
: B " 2. Monitor cost effectiveness: . " R
C ) Y a Periodic 3rd party audits LN
2 ) \ - 3. Promote the Suggestion Program - | - '
UNDERSTAN D AND MEET ‘1. Delineate regulatory constramts
REGULATORY REQUIREMENTS a. Group review of ARARs and TBCs 4 o T )
. a - b Understand the FFA o c o - -

BN

'MANAGE CONTRACTS
~, ‘7 ~ ST
- g
> )

1. ~Include in long term / contmgency planmng for contracts . )

2. Include the responmble Contracts Person as a regular team member -

(attend PM Meetings, etc )

S~
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system reflecting progress-to-date: \ <o Persons invoived L /s mnmovm{u Yoo .
© Plaques, coffoe cups, medals, O Successhesulisiaction \ “o Advocato/Asset/Ulabilites!” - <oy L e £
stickers, ofc. hems/completions.. - Process with Group Consensis = - Sm o, L
o Compliments o Faluesproblems. -~ \ oy Amiation . — C a . >
.o Pmﬂuh‘?:dﬁw&;%m o Mn?nsasd " \. ..o Noninvolved members ¢\ PO BERPUENN
[ ignments - o N > — > s
Review Scherer's Twenty ° PMM“MOHWW‘ S\ © Delogats to Upper management . . . 7 - ~ “
Mﬂdu&hm&wluﬂun © Audit summary reports ) ~ - ’ X 7 .
@ Distribute to team offices (with - =€ S e : - N
repository ateachlocation) . -\ T~ N o -~ . ~
N ¢ e e\ A G
SR AN « Hom v T ¢ ~ L
L Y i ot ; >
, Qo L _ Lo - S— e e . N
~. . . - NN S — o~ {
e P EERN W L. ~ . . P ,
- K . /‘\ ) . — . J - .
< )( T . . & ) a N < .
P P - A ,7 L “\ © k? .
. - - e N AN i .
- A\ ¢ y - ‘T . «P o ¢ b . -
RN ( U AL ot [N L 4 S -
LN N e < .
31 - - ~ . -, > - o A
I ~ DN N o = A
Ny . S Yﬁ,\ Ny e o~ - -
~ . SN -



~

.

N

v



	Cover
	Contents
	List of Acronyms
	Introduction
	Elements of Partnering
	Small Project Partnering
	Advantages to Partnering
	Appendix A
	Appendix B

